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PREFACE 


Control over the planning for and the spending of the 
tremendous present-day defense appropriations must be recognized 
throughout the Marine Corps as & most important pari of manage- 
ment or command. To explain the broad mechanics of estimating, 
administering, accounting for, anā reporting on appropriated 
funds, without getting too involved with the technical details 
of any particular phase, shall be the objective of this paper. 

Material used herein has been based upon readings from 
Navy and Marine Corps publications and other books and articles; 
guest speakers from the Navy Department appearing at the Navy 
Graduate Comptrollership irogram, George Washington University; 
and personal visits to the Navy Department, Headquarters Marine 
Corps, and Marine Corps field activities. 

The author has intended to cover a large area very 
briefly and generally. The thoughts expressed are his own and 
are not to be taken as having any official endorsement. 

The reader will find a glossary of many of the terms 


used herein in the Appendix. 
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CHAPTER I 
INTRODUCTION 


It might be well at the outset, in order to have a 
general understanding of comptrollership, to sketch a brief 
history of its development as regards the Marine Corps. 

Prior to 1959 the size of the budget of the United 
Etates was small enough to be at least somewhat comprehensible 
to the Congress whose task it was to approve of the spending of 
public money. During the war years expenses grew to great pro- 
portions and under the budget estimating and accounting systems 
then in effect Congress could not expect its appropriations 
committees to understend the justifications in support of the 
vast sums of money requested for the military departments. It 
became necessary for Congress to place utmost faith in our | 
military leaders end to trust them to request only the funds 
actually needed for the prosecution of the war. As a result of 
this faith the military departments after the formalities of 
review and approval received without argument the appropriations 
they asked from Congress. 

fhe winning of World War II was a tremendously expensive | 
venture calling for the appropriations of many billions of 
dollars. The country's debt skyrocketed from approximately 
forty-six billion dollars in 1939 to over two hundred and 
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2 
seventy-eight billions in 1946. Quite naturally during these 
years economical use of funds was a secondary consideration to 
the winning of the war. The tremendous expansion of our 
military strength, the presecution of global war for a period 
of four years, and the costly, rapid contraction of our forces 
brought into light many areas of ineffective and uneconomical 
management resulting in great waste of money and material. 

It was apparent, therefore, not only to our civilian 
leaders but also to the military as well, that provision for 
the better management of the spending of these huge public 
funds was needed. In 1949, in line with this thinking, Congress 
amended the National Security Act of 1947. This amendment 
directed the establishment of the Office of Comptroller in the 
Department of Defense and in the Departments of Army, Navy and 
Air Force. In addition, the amendments of 1949 were aimed at 
establishing uniform fiscal and budgetary procedures and organ- 
ization throughout the Defense Department, authorizing working- 
capital and management funds, requiring complete property 
recording and specifying the use of the performance-type budget. 
More will be written of the performance-type budget later in 
this chapter. 

What, then, is the mission that Congress intended to 
have a comptroller's office perform? The Office of the Comp- 
troller of the Navy, for example, has the task of promoting 
efficiency and economy throughout the Navy Department, formu- 
lating principles and policies, and prescribing procedures in 


four broad, yet interrelated areas. These are budgeting, fiscal 
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3 
accounting, progress and statistical reporting, and auditing. 

The Navy in turn nas directed the establishment of 
Similar offices within each of its bureaus. it was in July, 
1955, that the Merine Corpe set up a comptroller's office which 
is designated the Fiscal Division of Headquarters Marine Corps. 
This Division under the guidance of a general officer as Fiscal 
Director has basically the same mission on its own level as was 
cited above for the Office of the Comptroller of the Navy. 
Figure 1 on page 4 shows the organization of the Fiscal Division 
at Headquarters Marine Corps. 

This Division as a staff service has a great many duties 
and responsibilities. Briefly stated some of the major respon- 
sibilities of the Fiscal Director and his staff are the follow- 
ing: 

l. To act, subject to the plans and instructions 

of the Commandant, for the Commandant in ell fiscal 
matters affecting the Marine Corps. 

2. To have complete responsibility for the record- 
ing, reporting, and administering of all appropriated 
funds made available to the Marine Corps. 

3. To issue guide lines and program objectives to 
field commands in order that they might have a sound 
basis for preparing their budget estimates. 

4. To coordinate and consolidate the estimates 
received from the field with the varicus requirements 
and considerations of the Headauarters to arrive at the 


annual Marine Corps estimate of funds required. 
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D. To justify this estimate and revise it where 
necessary when reviewed before the Navy Department, 
Devartment of Defense, Bureau of the Budget (for the 
President), and Congress. 

6. To develope and administer the Commandant's 

annual financial plan based upon the funds Congress 
has authorized and to make recommendations for the 
revision of this plan when conditions make changes 
appropriate. 
fe To request the apportionment of funds and to 
Supervise their allocation to individual field 
activities and projects. 
8. To account for these funds by means of records 
maintained at Headquarters and reports received from 
the field. 
These are not all but only the broad, general duties of the 
Fiscal Director. lt should also be stated here that there is 
at Headquarters Marine Corps a Budget Adviscry Group composed 
of leading staff officers. This Groun assists the Fiscal 
Director in the performance of his duties ty providing advice 
on matters concerning their respective fields of responsibility 
as related to the financial management of the Marine Corps 
(see Figure 1). 
Zarlier it was mentioned that the 1949 amendments to 
the National Security Act of 1947 directed the use of the per- 
formance-type budget. This requirement brought a new feature 


to the budget process by stating that estimates submitted to 


è E 
ډه ا اه مقس عد صا اد هه‎ 
Qoam) qwe ui mrežni ۱۱۲۲۲۱ SN 

eso ato má cl de er a tp tec 
arma a A 

a oa اس‎ cmd dish ^um AT ۷ > 
kerasa Boo" eff gums beset wily haiman. coum 
ea? ده‎ ned menus alan o uns BA eed سر‎ 
na we, olas isdem moy mdg BOA Te 304 2 ۵ 
itn nme 

ob Che début )5 IbüabliPTUQuS oU aps" ۰ A 

sjeti iubili 63 pačdetnila AMD wem 
Mie Leto d)» «eb riae. — 
Tm 4» M URL LA 

Omm métal de ef Uc de ۵‏ ۷۷ 4 سس وا امو 

«PLATO $93 










































wor .دا‎ mii ¿rs ¡rod of’ vía he ېه هلد‎ “za us 


(doe! dul mad dat gi gri kla PT کان‎ on 
—— "Tu o E ou iube 
TIME TE ro eu 
» 1۷ Tei #6 (adu WAS Vr mute da ná -najewr it 
مه هو الاب‎ ulus? sv doda aah سود‎ mm e 
(o3 ems sd Ss bo CAL) sm) sf هماما‎ 
¡dd nm i 
په‎ sa ce م٧)‎ t gag cdo a LEO LIS 
به اي ې‎ ee ett مس یید‎ WEC ده‎ ٤ هم مس سو‎ 
miT oem a VAGO SAO AY ود‎ ۱۸۵5۹ ۲ 
el MOA utamie taah aitase We qme Je ou د اا‎ | 

bd. 

















6 | 
Congress must show, in addition to the object-class breakdown of 
fund estimates, an anticipated cost of performance of readily 
identifiable functional programs. The old requirement of the 
object-class breakdown, where expenses for the entire Marine | 
Corps were listed for sixteen general items such as Personnel 
Services, Travel, etc., was to be augmented. The new estimates 
were to detail to Congress the total cost of operating a given 
activity, such as Marine Corps School, Quantico, Virginia, or 
Marine Corps Recruit Devot, San Diego, California. | 

With this measure of the cost of operation of individual 
activities and programs, Congress was provided with a means of 
comparing their relative efficiencies and of determining if the 
costs were justified in the light of the overall benefit to be 
derived for the country's defenses. 

It was not at all an easy task for the services to effect 
the required change for a great many reasons that are beyond the | 
scope of this paver. To the present time, however, much progress 
has been made; budget estimates are now essentially of the 
performance-type. 

The process of preparing these estimates is a long, 
tedious effort requiring the whole-hearted attention of many | 
people working throughout the year. Figure 2 on page 7 portrays 
the steps necessary in the formulation of the budget from the 
call for estimates by the President down through the succeeding 
administrative levels to the field activities. These field 


estimates then work back up to the President and to Congress for 
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8 
final review and the approval that results in the aporopriation 
act. It will be noted that this is a lengthy process, taking 
place over an eighteen month period preceding the fiscal year 
for which the funds are being requested. 

The fact that the field activities now have to submit, 
justify, and administer functional or performance-type budgets 
has made it necessary for them to develope competent fiscal 
organizations. For the most part the remainder of this paper 
will deal with the field activity fiscal organization and how it 
performs the comptrollership functions of budgeting, administer- 


ing, and accounting for appropriated fundf. 
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CHAPTER II 
FTSCAL ORGANIZATION AT THE FIELD ACTIVITY 


The fiscal organization required at any given field 
ectivity quite logically is dependent upon the work-load to be 
met at that activity. Headquarters Marine Corps has not 
directed that an organization of any particular size or pattern 
be established but has indicated certain very broad fiscal 
responsibilities that must be realized. ‘These are, of course, 
the direct responsibility of the commander. The major flscal 
problems involve estimating well in advance the requirements for 
funds, submitting these estimates to higher authority, vlanning 
for the use of funds, and administering and accounting for the 
funds that have actually been allotted. At a small station it 
may be feasible for the commander himself to assume these 
responsibilities directly. On the other hand, at the larger 
commands there is certainly the need for a fiscal officer with a 
Qualified staff and in many places a fiscal advisory committee. 

The commander must realize that the authority he has to 
make these important fiscal plans and decisions results from his 
responsioility for the control of funds and that this responsi- 
bility cannot be delegated, in whole or in part, to others within 
the command. Ha must assure himself that his organization and 
procedures are so established that this control will be performed 


well. How well it is performed will be regarded as a large 
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10 
measure of his efficiency as a commander. 

Where & fiscal officer hase been appointed, he is gener- 
ally assisted by a small civilian clerical staff and one or two 
enlisted assistants. He is charged with the direct responsi- 
bility for the maintenance of the accounting records necessary to 
reflect the use and status of the appropristed funde made avail- 
able to his commander. In addition, the following duties are 
often assigned to the fiscal officer: 

l. Prepares accounting reports for local management 
and higher authority. 

2. Developes aceounting procedures to implement financial 
policies and directives promulgated by higher authority. 

3. Conducts cost accounting studies. 

4, Supervises budgetary procedures, and devises methods 
for use of section heads in furnishing budgeting information. 


5. Analyzes and evaluates budget estimates and 


coordinates presentation thereof to the commander. | 

6. Makes recommendations regarding budget variances 
and re-allocation of funds. 

The station must, of course, tailor its fiscal section | 
to meet local needs. These will depend not only on the amount 
of work to be performed but also upon the abilities and person- 
alities of the individuals involved. For example, a relatively | 
young fiscal officer might be extremely well-qualified to 
aceount for and report on the status of appropriated funds and 

| 


yet not be sufficiently experienced to make sound plans and 


recommendations for the efficient utilization of funds. In this 
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11 
cese the making of these plans and recommendations should 
properly be delegated as the responsibility of another member 
of the commander's staff, be determined by the fiscal advisory 
committee, or be decided by the commander. In another case a 
fiscal officer with little or no technical accounting knowledge 
should, where possible, be complemented by an assistant with a 
strong fiscal accounting béeckgrounc. 

Just as there is at Headquarters Marine Corps a Budget 
Advisory Committee, at most large stations thera will be a 
committee with somewhat similar functions. It may be called 
the “Fiscel Steering Committee," "Committee for the Control over 
Appronriated "unas," or simply "The Budget Committee."  Regard- 
less of its title this group is usually appointed to assist and 
supervise the fiscal officer and to give advice to the command- 


ing officer regarding his fiscal responsibilities. 
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CHAPTER 111 
THE FISCAL CYCLE AT THE FIELD ACTIVITY 
Requesting Funds 


Annually, about March 15th, the commanding officer of a 
field activity receives instructions from the Commandant of the 
Marine Corps concerning the submission of budget estimates. 
These instructions contain policles on personnel ceilings, anti- 
Cinated work-loads, additions or modifications to the mission of 
the station, justification requirements, and general guidance for 
the preparation of the budget estimates. During the following 
six weeks the commanding officer must develope his estimates of 
funds required for the next two fiscal years based on these 
guide lines. These estimates, together with a report of the 
actual obligations incurred over the preceding nine months and 
the exnvected obligations for the following three months, are 
assembled and submitted to Headquarters Marinë Corps on April 
30th. 

Ihe task of preparing this report is turned over to the 
fiscal officer. Detailed instructions for the preparations of 
these estimates are to be found in current Navy and Marine Corps 
publications and directives. The fiscal officer first dissem- 
inates the guidance information received from the Commandant of 
the Marine Corps to the subordinate section heads. He requests 
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the budget estimates, assists the sections in their preparation, 
and checks the basis and accuracy of their work. He then must 
coordinate and consolidate this information into a station esti- 
mate. The estimate for the next fiscal year must indicate the 
request for funds by quarters. The report of actual obligations 
incurred for the current year is taken directly from the fiscal 
officer's records. When the station estimate is assembled, it 
should be reviewed by the fiscal advisory committee before it is 
submitted to the commanding officer. This experienced group may 
approve of it as it is or it may make recommendations for 
revision. 

This report, when received by the Commandant, is used to 
justify fund requests to higher authority and as a basis for | 


actuel fund allocations to the field activity. 
Receipt of Funds 


When the budget estimates are received at Headquarters, 
they are reviewed and, after allowing for many other considera- 
tions, are consolidated into the annual Marine Corps estimate. 

The estimate then travels up the administrative chain of command. 
At each step on the way it is carefully reviewed and mica te | 
with the estimates of other elements of the sovernment. Often 
modifications are made necessary due to changes in plans or the 
desire for more economy. Finally the annual Marine Corps esti- 
mate, as a part of the estimated cost of operation of the entire 


govemment, reaches Congress. There, after long and detailed 


= 






tr 

sad m Cim a orli sil سنا‎ NI 
ف س س‎ onr i T ek وه‎ Von 

se merbile « chm medju iak siti ua Livio Sar ناو‎ 
our «destina seem veer Cade tt Ahab «M wT aiit ” ^" 
s LE dL da ra do ir a imer D shart ۷ 
nr لد ننس ۲ وال کس شه‎ OY Mire sj O mal 
اط 1ل‎ ۸ nll oii NER GASP نا‎ PF voit 














(doen! add demo د ۵۷۲1۲۲۲۲ یک زا 5049 اع‎ t am 
هه سیه موم سا په‎ cd tTTS له ^^ غه دصه-ه.(ایګ‎ 





E 
۱ 








-yl den ddr vidiš ya FE WO of P? ww Ph ۰٠ 

t iet 

les od Hed mM ow berisbev mee tv SU 3 
YA vied û عم دد‎ ١۶۷په‎ ٢ ٤٩۰ 11445414 ۴م له‎ 7 (inar. 
(ITA AIDS af af nola FEN LAO 


E 


> T Se 4 6 4 Y." 


ab A صا‎ ei م وا ا‎ n 
س‎ ina v HAS nia we” diri asi. tee ۲-۱ Fen we wO 
T PR ^ all E = sar Sie] baa A va cr 1 


— T€ AL ۱9 ۸ Lamm AN Oe! voten? vert! teda on | 





leil supa» haa LL more ارد جص زر إو مونم‎ M 1 ج‎ zi 


as - ayers «dy ٩۰ اد دد ۶ ت۱۱‎ Th eevee tte rer "mi 





Paf a “ا‎ Aa hádan Y 4 p^ mone m و چم‎ mrija ly i 
[] 

= | ون‎ ۳, (mar + ال‎ Psa o qui siva 
- I "TA w 0 ۱ $us ES AA] mir sa Peo * Ye Adm 


pe Kandit tee mol T9 o."T7 —.9 twee „, 1 "rm 








14 
hearings, it is approved end emerges as the appropriation act. 
When the President signs the act into public law, he establishes 
the statutory authority necessary to make the funds available 
for use. This law is usually written into the books during June 
immediately preceding the fiscal year for which the funds have 
been appropriated. (Refer to Figure 2 on page 7). 

Administrative authority, as well as statutory authority, 
must be obtained before the funds can be utilized. In this 
regard, the Treasury Department, Headquarters Marine Corps, the 
Navy Comptroller, and the Bureau of the Budget become involved 
in the legal procedures of issuing appropriation warrants and 
requesting and receiving apbportionnments anà allocations of funds. 
These proceedings have no particular meaning to the man in the 
field and will not be further diseugsed in this paper. Through 
the process described very briefly above, the Commandant receives 
authority to utilize appropriated funés. 

The Commandant, in turn, throush authorized representa- 
tives known as "project managers, makes funds available to the 
field comnanders by the issuance of allotment authorizations. 

This authorization relates to 2 specified purpose of an appro- 
priation and is subject to very strict procedural, accounting, 
aná reporting requirements. Figure 3 on page 15 shows a sample 
allotment authorization. The addressee on this form, known as a | 
primary allottse, is the commander of the station receiving the 
allotment; he is responsible for its administration. The auth- 


orization originates with the staff member delegated by the | 
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ALLOTMENT AUTHORIZATION 
NAVEXOS-2674 (9.53) 


SAMPLE 15 


TO 


Commandant, Marine Corps Schools, 
Quantico, Virginia 

Quartermaster General of the Marine Corps 
(Code CHC) 

Washington 25, D. C. 


MCT&F 19 Training and Operations 


PURPOSE OF ALLOTMENT (Name of Project) 


Station Operation and Maintenance 


SAMP LE 


11005 


TYPE OF ALLOTMENT AUTHORIZATION 


[at] e. 
L| AMENDMENT NO. — — —  — Žv | 


APPROPRIATION & SUBHEAO SYMBOL 


1751106 .11 


QUARTERLY AMOUNT OF 
AUTHOR! ZATION ALLOTMENT 





(1) 660,400 .00 b/ 
OFFICE PERFORMING ALLOTMENT ACCOUNTING (This data must be provided) 
NAME ANO MAILING AOORESS | ACCOUNTING NO. (2) 00 3 100 ° OO b/ 
Commandant, Marine Corps Schools, 1 )3( 550,374.00 b/ 
Quantico, Virginia 264 ۱ 

4 

174,831.00 Y/ 

AUTHORIZATION 
Authority is hereby granted to incur obligations in an amount not to exceed the TOTAL i, TOS, 705.00 
authority contained herein. When allotments are granted for more than one quarter, 
amounts authorized for other than the current quarter WILL NOT be taken up until 
the first day of applicable quarter. PREV GOs TOTAL : -0- 
REFERENCE 
1,785,T05.00 


DECREASES ARE SHOWN BY "( )"' 


REMARKS 


a/ The Quartermaster General of the Marine Corps has been designated 
as the officer responsible for the issuance of allotments for 


this particular purpode. 


b/ The amounts received might well be the same as the commander 
submitted on 30 Avril to Headquarters in his budget estimates 
(assuming that his justifications were accepted). Should there 
be some change, the project manager would probably make a note 
in this space as to the reason for the change. (For example, 
“Lesser amount resulted from a five per cent overall decrease 
ordered in civilian personnel."). 


It is desirable that the initial allotment authorizations include 
the total for each of the four quarters of the fiscal year. 
Unforeseen circumstances may make such action impossible or 





impracticable. 
SAMPLE SAMPLE 
OATE APPROVEO /s/ W. P í T : Hill 
20 me 19 4 W. P. T. HILL 


Figure 3 
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16 
Commandant as the project manager for that appropriation sub- 
head. The initial allotment authorization will usually include 
the total funds allowed for each of the four quarters of the 
fiscal year. In the event that it does not, additional authori- 
zations will be received during the year. The initial authori- 
zation is generally receive some ten to fifteen days prior to 
the beginning of the fiscal year. 

A commander will receive an allotment authorization for 
each project under the appropriation sub-heads for which he has 
the need for funds. Yor example, if there is a public housing 
project on the post which is the responsibility of the U. S. 
Navy, Bureau of Yards and Docks, to operate, the commander will 
receive an allotment authorization from that Bureau to pay the 
operaticn and maintenance cf that project. 

There arse presently twenty-two appropriations under 
which the Navy Department receives funds. Of these, five are 
Marine Corps appropriations but the ficld commands are primarily 
concerned with the administration of one, "Marine Corps Troops 
and Facilities." This is the only Marine appropristion for 
xhich field commanders must submit annual budget estimates and 
administer. It includes: the maintenance anc operation of 
equipment and facilities, procurement of military personnel, 
training and education of regular and reserve personnel, welfare 
and recreation, procurement and manufacture of military supplies | 
and equipment, transportation of things, industrial mobilization, 
and departmental and miscellaneous 2xpenses. The other four 


Marine Corps appropriations are Military Personnel, Marine Corps; 
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LT 
Military Personnel, Marine Corps Reserve; Marine Corps Procure- 
ment; and Marine Corps Stock Fund. These, while they obviously 
affect the fleld, are administered from the Headquarters level. 
The number of allotments that individual field commanders 
will receive and be responsible to administer will vary greatly 


depending upon the mission and facilities of their command. 
Fund Administration 


Before the commander receives his allotment authori za- 
tions, he must make two very important decisions. The first of 
these is to determine what emounts are to be made available to 
the subordinate sections of his command. Ordinarily this should 
be decided on the basis of the estimates that have been previous- 
ly submitted by the section heads. These, it should be assumed, 
have been carefully prepared by the operetines people end reviewed 
by the fiscal officer and the fiseal advisory comnittee. The 
section heads should be expected to be able to operate within 
their own estimates. This, of course, assumes that in the esti- 
mating process all necessary items have been budgeted for. If 
this is not the ease, the commanding officer must decide where 
changes will be made. 

The second decision involves the method for the control 
of funds to be utilized. ‘The importance of proper centrol is 
emphasized by law requiring that persons who over-obligate or 
over-expend appropriated funds shall be immediately reported 
through channels to the President and Congress. This report is 


to contain all pertinent facts and a statement of the action 














r 

-rte upt erite ¡arm cm A of ۲۷۷ o m 

سا o,‏ ۳ - سس 
elect‏ فف مفب اسم el m a mm‏ 

—— Lie) Bou rbd aM d AS SC 16 لک ههام‎ 

fas) quev dile tossina A1 wbPdagn oO س‎ them IA 

reo THEN hs redd lia Ma mid ALÍ o A 


T ix um‏ هدن مو 


—— e Sa data BA ATi A po Mt 
۱1 
+ 9 2۱... نممم دا د جوا‎ م)م٣‎ cm uu s ھم ته‎ 





inaće 0 ' | i.‏ 9 اد قاتا ات چا 
DTI MU vette MUN M c MO A‏ 
Tw mmm wd‏ 7مه sel s ám du Sae" amPapjAR^ nNÁ De ndset‏ 
C" ۴ NA‏ وو نېم ambos & cLaw dle. IN. AAA‏ 
تسم euro Clm mel‏ "€ کم wives tea Pee palio‏ 
















e. eri CANTA A LII OLI X 


ott. يږ با ند‎ a um A LA 





c s BN EM X dium‏ سس« 





FIENT UM 1 emo m. pamai meet ] een nt. 





sis. MA OG Pa EN tte on? (taaa ser rom al atól 
j^ ive cae we T host of? vers guiris nes O  — 
a! join bow 49 Va Psp eq ESTATE نس‎ sz rio wt | 
Y LN IN s mure PAM) nie Quà qu demi ver 
se c pra do [Dye chap ^UI m doers Tem 





AN u a nl‏ ه«معررو سو SLAVO I PA KAM‏ اس الق لدې 
nt Ls alarma ai‏ یت مب 4 ns obs‏ اه ههه" 
aT‏ 





18 
taken. Basically there are three alternatives for control: 
a strict central control system, control by suballotment, and 
control through planning estimates. 

Under a strict central control system, the commander, or 
fiseal officer where one has been appointed, takes upon himself 
the responsibility of physically executing every document which 
will obligate funds for which he is responsible. Ina small 
command perhaps this would be feasible. It is certainly not 
desirable, however, for the larger commands for it fails to اب‎ 


the subordinates, who may themselves be quite responsible senior 


——————Á— 


officers, any degree of freedom in oblisating funds or needed 


—— 


experience in fiscal matters. 

Control by suballotment involves the issuance to a sub- 
ordinate of an allotment authorization, Figure 3, psge 15, by a 
commander who is a primary allottee. If the subordinate receiv- 
ing the suballotment is within the activity, then he and the 


commander become jointly responsible to see that there is no 


over-obligation or over-expsnditure. If the subordinate is out- 
Side the activity, the commander is relieved of, and the sub- 
ordinate solely responsible for, its proper administration. The 
holder of a suballotment is responsible for the same strict 
accounting end reporting procedures as a primary allottee. This 
ls the main disadvantage of control by suballotment. This method | 
does, however, give the subordinate a much better opportunity to | 
make his own plans for the best utilization of funds. 

The third method, control through plenning estimates, may, 


١ 
be called a compromise of the other two. In this instance the 
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commander issues a letter of credit to his subordinate. This 
does not transfer funds but rather directs the subordinate to 
assist in the administration of svecified funds. The commander 
remains solely responsible to higher authority for the proper 
administretion of the entire allotment. He directs the sub- 
ordinate to keep within the planned estimate amount; should the 
Subordinate over-obligate or over-expend it is simply a local 
matter between the two. This method of control allows the sub- 
ordinate freedom to manage his funds as he desires within the 
limits of the planning estimate and within the purpose of the 
allotment. 

The letter from a commander to a subordinate constituting 
a planning estimate will usually contain the following informa- 
tion: 

l. The specified amount of funds and the dates involved. 

2. <A statement that official accounting will be perform- 
ed by the- commander's staff: that the subordinate should maintain 
only records needed for his own control. 

J. A statement that this is not an official suballotment 
of funds. 

4, A caution regarding over-obligation and over-expen- 
diture. 

5D. Reference to official regulations and directives. 

6. A request that copies of all obligating and expen- 
diture documents be forwarded to the command fiscal office. 

Te The purpose of the allotment and a statement that 


the use of funds must be kept within that purpose. 
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8. The specific accounting classification data and a 
reminder that it must be shown on 811 fiscal documents. 

9. A statement of revorts that will be furnished the 
subordinate. 

10. Any limitation on the use of funds that the commander 
may wish to stipulate. 

The three alternative methods for the control of funds 
each have their place in particular situations. Control through 
planning estimates, however, seems, generally speaking, to the 
author to offer greater flexibility, more breadth of responsi- 
bility, aná better opportunities for personnel to gain much 
needed fiscal experience, than the other two, 

Fegardless of the type of control that the commander 
plans to utilize, it will be desirable to set aside a portion of 


his allotted funds as a reserve for contingencies. 
Accounting and Reporting 


Having decided upon the method of administrative control 
to be utilized, the comnander must now assure himself that a 
system is established that will adequately provide for the proper 
accounting for these appropriated funds. The field activity is 
responsible for the officiel accounting for each allotment it has 
been authorized including funds made available to the activity 
from federal agencies other than the Marine Corvus (for example, 
U. S. Navy, Bureau of Medicine and Surgery funds for the opera- 


tion of the station dispensary). 
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Headquarters Marine Corps has prescribed detailed account- 
ins instructions which have been developed to provide the con- 
trols required by law. These instructions also require that all 
activities maintain records uniformly to facilitate the prepara- 
tion of standard fiscal rerorts, In addition, commanders will 
fina that good fiscal accounting records will be of great assist- 
ance in the preparation of budget estimates for future years. 

The accounting system established at the field activity 
must provide for the followings: 

l. The recording of reeeirts and expenditures in 
accordence with prescribed regulations. 

2. Positive cheeks to insure against over-obligations 
and over-expenditures of allotments without undue interference 

with the processing of suthorized requisitions. 
۱ 5. Assurence that sllotted funds are being utilized for 
legal expenditures. 

A, Accurate and up-to-date fiscal information for the 
commander, his subordinates, and higher authority. 

5. Budgetary control over funds in accordance with the 
commender's fiseal plans. 

The fiscal cfficer has the official accounting respon- 
sibility for each allotment that his command has been authorized. 
le must know at all times the amount of funds that kas been 
committed, oblisated, and actually expended. An illustration 
follows of a very elementary case of allotment accounting involv- 
ing control through planning estimates. Shortly after an allot- | 


ment authorization is received at a field activity the subordinate 
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commanders ars advised by planning estimate letter of the funds 
that are available for their utilization. From the fiscal 
officer's viewpoint, these funds are committed and, barring some 
unforeseen circunstance where it might be necessary to withdraw 
them, they are considered to be under the control of the sub- 
ordinates. When the subordinate needs materials, he preoares a 
requisition and forwards it to the local supply depot via the 
command's fiseal office. At the fiseal office it is checked to 
see that the total amount is within the planning estimate balance 
of that sub-ectivity end that the material requested is authorized 
within the purpose of the allotmont. If both these requirements 
are met, the fiseal officer reduces the planning estimate balance 
of that unit by the amount of the requisition, files a copy of it 
as an obligation, and forwards the original and the remaining 
= to the supply depot. The supply officer then issues the 
materials from stock, returning a copy of the requisition marked 
"Issued" to the fiscal office. This copy becomes the expenditure 
document. It will be noted that in this particular instance the 
materiale concerned were "Marine Corps Stock Fund" items and 
therefore no public voucher was issued and consequently no actual 
payment wae made. This situation merely involves the transfer of 
funds at Headquarters Marine Corps from the Marine Corps Troops 
and Facilities arpropriation to the Marine Corps Stock Fund. 

If the requisition had been for materials that had to be 
purchased locally from a commercial enterprise, a somewhat dif- 
ferent routine would be effected. In this cese after the requi- 


sition is processed in the fiseal office and forwarded to the 
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supply devot, the purchasing officer issues a purchase order to 
a local business firm carrying the materials. When the materials 
are received, a public voucher is drawn in favor of that firm 
and the disbursing officer nays for the materials by check. A 
copy of this oiie voucher marked "Paid" is sent to the fiscal 
office and is used as the exvenditure document. 

Through the processes described above, the fiscal officer 
is kept up-to-date on the conditions of each of his allotments: 
he knows the current commitments, obligations, expenditures, and 
the balances remaining ín each of these catesorica, With this 
information he is able to prevent over-oblirations and over- 
expenditures, prenared to submit fiscal renorts to local manage- 
ment and higher authority, and in position to make recommenda- 
tions for revisions in the fiscal. plan when conditions suggest 
| 


monthly to Headquarters Marine Corps on the status of each allot- 


the need for change. 


Field activities are required to submit separate reports 





ment. These reports show the total funds allotted to the 
activity, the amounts obligated to date and the vneblicated 
balance. 

Fiseal accounting is 2 complicated and very technical 
subject involving not only the allotments themselves but also job 
orders, utilities, payrolls, manufacturing, transfers, and other 
equally detailed problems. The fiscal officer and hia staff must 
be a highly qualified group capable of shoulderins this important 


responsibility., 
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CHAPTER IV 
SUMMARY 


The introđuction of the performence-type budget to the 
Marine Corps in the past few years, resulting in the decentrali- 
zation of fiscal authority and responsibility, has given the 
field commander a new challenge. Today he is judged, among other 
things, on how efficiently he performs the compotrollership 
functions of estimating, planning, administering, and accounting 
for the funds he has been allotted. Wita inis decentralized 
control the commander must take a more direct and personal 
interest in the budgeting and spending within his command. Much 
petter utilization of funds should develope. 

There is, nowever, a fairly widespread lack of knowledge 
in this grea of comptrollership. Admittedly much of the subject 
matter l8 new to us and a great deal has been done to indoctrinate 
those most directiy concerned but as yet the man in the field, in 
many cases, is quite unaware of the problems connected with 


fiscal policy. 




















lf the Marine Coros is to get maximum benefit from its 
appropriations, a fairly extensive amount of schooling must be 
accomplished. Fersonnel must discard the long-prevalent ideas 
that there are limitless supplies and monies evailable. They 


must realize that waste in one area will necessarily result in 
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APPENDIX 
GLOSSARY OF TERMS USED" 


Allotment. An authorization on NavExos Form 2674 by 
authorized officiale of Headquarters Marine Corps (and/or Bureaus 
and offices of the Navy) granting funds to another office, 
organization, or station, for specified nurpose(s) pursuant to an 
appropriation; provided that the granting of such funds must be 
rigidly formal and subject to certain specific procedural, book- 
keeping, and revortins requirements. 


Allottes(Primary allottee). The commander of an activity 
or organization to which an allotment is issued. He is responsi- 
ble for the administration of the allotment. 


Allottor. The one who issues an allotment. 


Apvropriated Funds. Public funds that have been authorized 
for obligation and expenditure by an approoriation act. 


Appropriation. An authorization by an Act of Congress to 
incur obligations for specified purposes and to make payments 
therefor out cf the Treasury. 


i Expenditure. In appropristion end fund accounting the 
term "expenditures commonly means "disbursement less exvenditure 
refunds . ` 


Field command. For the purpose of accounting instructions, 
any Marine Corps organization or ectivity other than Headquarters 
Varine Corns. 


Fiscal matters (fiscal affairs). Those actions pertaining 
to planning for, accounting for, and reporting of the use and 
status of appropriated funds made available to a commander. 


fiscal officer. An officer charged with the direct respon- 
Sibility for maintaining the records necessary to reflect the use 
and status of appropriated funds made available administratively 
to a commander by allotment, suballotment or by any authorized 
means whatsoever. 


Fiscal year. Twelve month period selected for accounting 
purposes. (The fiscal year for most agencies of the government 
begins on the first day of July and ends on the thirtieth day of 
June of the following calendar year). The fiscal yoar is 
designated by the calendar year in which it ends; i.e., the fiscal 
کنا‎ 1955 is the year beginning 1 July 1954 and ending 30 June 
1955. 
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Merine Corps Stock Fund Account. (1) An account or 
entity inclusive of assets (Le@e, Cash, Accounts Receivable & 
Inventories), liabilities (1.e., Accounts Payable & Accrued 
expenses) and government ownership, reflecting transaction trends 
of a revolving fund operation in the management of designated 
categories of inventories controlled by a decentralized self- 
balancing accounting system. (2) Colloquially - that material 
financed by the Stoek Fund. 


Obligations. Amounts of orders placed, contracts 
awarded, services rendered, and similar transactions during a 
given period requirins future payment of money. 


Overoblirations. The incurring of obligations totaling 
in excess of funds received by any allotment, suballotment, or 
other authorized means. 


Planning estimate. A designation of a target amount as 
an approximation of tne cost of the work specified in the 
planning letter for purposes of providing a guide concerning 
the scope of the work. 


Suballotment. In the Depertment of Defense an allotment 
made by the holder of a primary allotment or of another sub- 
allotment, to another agency which is thereby made accountable 
to it in the same manner as under 3 primary sllotment. 
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